T he company described in this paper is a service corporation affiliated with a large construction company.
The main task of the company is to rent or sell mechanical equipment to construction worksites. This also involves maintenance and service of the equipment, as well as consultation for problems at the construction workplaces, e.g., how to establish a workplace.
Management of the corporation is very much aware of what the clients want-good service and quality of the equipment-and for that reason it has a department for sales management and development. It is a company that cares seriously for its products and clients. This demands knowledge, competence, teamwork, effective supervision, and open communication by all 140 employees, including the manager director.
Until 1989 the company was organized strictly in a hierarchy, with the manager director at the top and after him the head supervisor, supervisor, and workers.
The physical work environment contains a number of hazards such as noise, hand vibration, chemicals, ergonomics, and radiation (laser) from
In the ambition to be the "best in show" the company had forgotten the human beings, and now it was time to do something.
technical equipment. The psychosocial work environment is not as structured and obvious. The occupational health service (OHS) has been active for 12 years in the company. I have been the occupational health nurse for all these years, supported by a hygienist and occupational health physician. Surveys of the physical workplace have been done several times-mostly because of new construction or restoration.
The corporation has always been very serious about having a good work environment. We have had safety committee safety rounds to review certain subjects in the work environment, e.g., safety equipment, first aid, ergonomics, and handling chemicals.
Despite these good work practices, the labor turnover increased from 1987 to 1989. This was a problem for two reasons: first, the company was not hiring new employees to replace the ones who left. Naturally the staff who remained had to increase their work loads. But the real problem was why so many employees were leaving the company and why the short term sick leaves . .
were mcreasing.
IDENTIFYING THE PROBLEM
After doing some individual interviews during my health promotion work on noise and hearing loss, I soon realized the turnover was due to lack of job satisfaction and low wages. In the ambition to be the "best in show" the company had forgotten the human beings, and now it was time to do something. But how could I make the decision makers aware of the problem?
The OHS cannot affect the wage level, but certainly can influence job satisfaction and the psychosocial work environment. The psychosocial work environment in this context refers to work organization, job satisfaction, and working conditions.
In this company the psychosocial Changes in Corporate Culture work environment became worse and worse because of the labor turnover. Everyone was blaming each other for this matter, with no communications between the departments. The result was an increasing amount of classical psychosomatic illness seen by the OHS.
The OHS had pointed out the problems in the safety committee several times, but no action was taken. In my opinion this was due to immaturity and lack of knowledge in the committee about how to handle the situation.
After a couple of safety committee meetings I suggested a safety round focused on job satisfaction. My idea was to get attention to the problem by involving the manager director and the safety committee in the safety round, and for the OHS to be a resource for the process. After my suggestion a minute of silence was followed by a resounding "yes" from the employees. The employees were serious about this matter because they recognized the problem and were relieved that someone had started to talk about it. The chairman questioned the employees about the responsibilities involved, but again received a confident "yes."
The next move came from the chairman-he took out of his pocket a proposal for a reorganization of the company (from a hierarchical to a matrix-like organization). The OHS staff looked at each other and wondered why this had not happened before.
The chairman believed that the safety round in job satisfaction wasn't necessary in light of the reorganization. But the safety officers wanted the safety round regardless of the reorganization so they could begin to affect the situation now since they would not see any results of the reorganization for some time.
We will never know if the proposal of the safety round was a signal for the reorganization or if it would have been suggested anyway. I think we were lucky to choose the right time for the proposal. The most important point was to solve the problem.
The employees are pleased with the results thus far because it is their work, and they can already see improvement.
IMPLEMENTING CHANGE
My suggestion for the safety round was to do either a questionnaire or discussions in small groups, handled by the safety committee. The safety officers preferred that the OHS handle the project. But an important part of the project was that the employees and the safety officers themselves take care of the whole process-the start, the information, the practical work, the evaluation, and the follow up. To find solutions, it is necessary to feel responsible for the project. The OHS should not interfere except to provide support and expertise.
The safety committee decided to proceed with a safety round focused on job satisfaction. A small working group (including the OHS) was elected for planning, carrying through, and evaluating the project. The committee also determined that the 1 year goal of the project should be improvement of open communications and teamwork.
The first step was to create a questionnaire which every employee would receive. The chief safety officer, together with the OHS, was appointed to create the questionnaire. The working group reviewed it and distributed as many questionnaires as possible in the company so that every employee had a feeling of participation in and responsibility for the project. Every department's safety officers informed employees, distributed the questionnaire, and answered all questions about it.
To prepare for this, a meeting of all safety officers and supervisors was held. It also was made clear to everyone that a project like this ere-ates expectations for improvement. This demands that everyone participate and work with the process to reach the goal.
The questionnaire contained 16 questions to be answered on a 5 point scale-s-where 1 was the rating for worst and 5 was the rating for best. Seventy-three percent of the employees answered the questionnaire. Many wrote interesting suggestions to improve the psychosocial environment. It was stimulating for the safety committee to see the employees really participating in the project.
The employees rated lack of communications and information in the corporation as the worst problem. Next, they rated the influence of the individual workplace and working conditions. The best thing according to employees was the relationship to coworkers.
It is important to remember that the proposal of reorganization from the chairman/manager also had the goal to improve communications and teamwork.
The safety committee summarized the results, informed everyone in the company, and devised a plan: A year has passed since the reorganization was implemented. The instruction plan for new employees has been implemented, and the survey of education needs is being done. The meetings in the production line are improving slowly. It is difficult to change routines, especially when many people are involved.
In time the project is going to be a success for the corporation. The em-ployees are pleased with the results thus far because it is their work, and they can already see improvement.
I feel great satisfaction in being able to begin a process like this and in the end see the results as a better understanding of the psychosocial work environment. 
1
The case study describes the experience of an OHN in • starting a process of reorganization in a company.
2 The concept was a "safety round" with a questionnaire • created by safety officers and the OHS who also were responsible for getting the information to all employees, planning, carrying through, and evaluating the project. Last but not least, they should be aware of the consequences such a project could start.
3
The results of the project were: a) the reorganization ofthe • corporation should be evaluated for further development;
b) the instruction plan should be reviewed with new employees, with better follow up and continuity; c) a survey should be done of future educational needs of the staff. Job rotation should be a priority; and d) a programmed schedule should be set for meetings in the line of production.
4
The role of the OHN in the project was to support the • changes and push for the follow up work after 1 year.
